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Abstract 
In the article, authors try to prove how important role, management of employees commitment plays in the process of organization 
transformation and how significantly it is affected by the effective communication and supporting managers by the proper tools. In 
the first two sections, theoretical considerations on building employees commitment and management were presented. In the next 
section, based on analysis of documentation and observation, the ways to build employees commitment in the process of 
transformation of cross-border organization were identified. 
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1. Introduction 
Now, enterprises are functioning in a time of big technological, social and political changes and knowledge-based 
economy. Companies that want to stay in the market must fast react to these changes. Among companies, the awareness 
that in order to meet increasingly requirement of customers they must continuously develop to be one step ahead of 
competition is growing (	lusarczyk, Kot, 2012).  
At the same time, an increasingly number of companies create their organization based on employees knowledge, 
treating them as the largest resource of company and determinant of continuous improvement and implementation of 
innovations. Therefore, in order to be able to effectively compete in the market, companies have to realize that a quick 
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response to changes and transformation of organization in such a way that it can meet the expectations of customers 
cannot take place without the participation of human factor (Wrycza, 1999)  
Competitiveness is created starting from the center of the organization. Therefore, more and more companies are 
looking for such solutions and create such programs, which allow to increase company flexibility. Nowadays, the only 
constant thing in organization is the change and moment in which managers realize that it is the beginning of their 
way to continuous improvement. However, we must be aware that the whole process of organization transformation 
as a response to changes in the market is not possible without the participation of human factor, because organizations 
are able to create new knowledge and implement changes only with the help and full involvement of their employees 
(Sirková, Ali Taha, Ferencová, 2014; Dima, Man, Grabara, 2013; Pietrasieski, 2011; Piertula, Simon, 1989).  
In the article, authors indicated how important role in the transformation of organization plays management of 
employees commitment, supported by effective communication and right tools. Considerations are based on authors' 
professional experience, observation and analysis of the documentation related to implementation of the project which 
aim was to increase employees commitment in the process of transformation of cross-border organization.  
2. Building employees’ commitment 
Constantly changing business environment, globalization, intense competition and increasing customers 
requirements caused that in recent years popularity of the issues related to the employees commitment significantly 
increased. It began to be regarded as the key to organization success and growth of its competitiveness on the market 
(Gruman, Saks, 2011).  Recognition and use of opportunities is dependent on the employees commitment. If we did 
not secure this area, we risk making bad decisions, and thus the failure of the organization (Frankovsky, Istvanikova, 
Stefko, 2009). Research carried out in this area, has confirmed that a high level of employees commitment has a 
positive impact on organization's business performance, including an increase in productivity and efficiency as well 
as better relations with customers (Rypina, 2009).  
Employee commitment can be considered in three dimensions: cognitive, emotional and behavioral. Cognitive 
dimension refers to the employee knowledge about the organization.  In contrast, employee feelings to the 
organization, its objectives, management approach or presented by it values are placed in the emotional dimension. 
Behavioral dimension includes employees penchant to certain behaviors against the organization (Juchnowicz, 2010).  
All these dimensions are combined and associated with the performance of employee's roles in the organization. 
Therefore, employees should have clear information about the company's strategy and its long and short term 
objectives, they also should know company value and its expectations toward them. Involved employee is one who is 
willing to act on its own initiative, even at the expense of his own convenience, treating any changes as opportunities 
(Juchnowicz, 2014). 
According to research conducted by Aon Hewitt the highest importance in building employee commitment has a 
career development index, in a second place is performance management and the next is reputation of the organization. 
Wages are on a fourth place and a communication was ranked fifth. The highest level of involvement was recorded 
among managers and senior managers (75%) (Aon Hewitt, 2014). In contrast, according to the research conducted by 
Bruce and Tulgana and Rainmaker Thinking company in the years 1993-2003 (2003) and cited by Jaboska (2012) 
the most important person in company for employees is the immediate supervisor and they want to receive information 
about their tasks or their work assessment from him. Employees also want him to give them bonuses or to choose them 
to participate in projects. Taking above mentioned results into account, it seems obvious that supervisors should be 
responsible for building and managing employees commitment. Managers aware of their impact on employees 
commitment and evincing desire and ability to engage them need defined framework for action to be effective. They 
may be information about the organization objectives or its expectations toward employees behaviors. Due to it, 
managers can be reliable source of information. This framework may also be various types of tools such as system of 
assessment of development and remunerations (Jaboska, 2012). Taking above findings into account, currently more 
and more companies decide to permanently monitor the level of commitment. However, to achieve a steady increase 
in the employees commitment, companies cannot confine only to monitor employees satisfaction or commitment, but 
they should implement systemic tools and actions in order to support managers and employees in this process. 
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3. Change management 
Currently, more and more companies decide to implement changes, but we can not reduce their number only for 
those who were forced do it, because of bad economic and financial situation or those that are too weak to effectively 
compete in the market. More and more well-organized companies decide to conduct transformation process to make 
their organizations more excellent, and thus to become more competitive. Companies implementing changes in a 
comprehensive way, with significant involvement of people achieve the best results (Stabrya, 2012).  
In order to survive and maintain its position in the market, companies must be prepared to implement new changes. 
Regardless how we call the change - transformation, modification or evaluation, it still remains a process aimed to 
transform the existing system into new one according to organization expectations and objectives (Stabrya, 2012). 
Companies that want to function effectively have to develop such procedures and schemes to efficiently manage this 
process.   
The main reasons influencing the company decision to launch process of changes are: change or an increase in 
customers’ expectations, deterioration of company financial performance, increased competition, globalization, a need 
to increase company innovativeness (due to rapid development of technology), mergers, acquisitions, strategic 
alliances or changes in the law (Slusarczyk, Kot, Michalski, 2012;  Drucker, 2009).  
Starting the process of changing, organization should ask it selves what is the cause of changes, what are its needs 
and what results it wants to achieve. Then organization should determine what resources it has (this applies financial, 
technological and human resources). Answering these questions, organization will be able to determine the nature of 
changes, define whether they are structural (related to company management strategy), technological (research and 
development, product quality) or social (roles of behaviors, value systems) changes. Based on these answers, 
organization can develop strategy of changes and determine type of undertaken activities and predict areas on which 
they have an impact  (Brillman, 2002, Stabrya, 2012). To achieve this result, organization should approach to the 
process of change in an orderly manner. Due to it, organization avoids situations that could interfere the course of the 
process or even cause that despite expenditures it becomes ineffective. Table 1 presents phases that should occur 
sequentially in the process of change management, in order to make it structured and thus effective. 
 Table 1. Change management process phases 
Order of occurrence Phases of change 
process  
Characteristics of phrases 
Phase 1 Preparation  recognition of need to change and its scope; 
analysis of internal and external company situation; 
 determination and assessment of risks; 
formulation of strategy; 
designing the best solution; 
intimation employees about the planned changes and their scope  
Phase 2 Implementation creation of detailed project of changes and plan for its implementation; 
finding funds for the project realization; 
intimation employees about the details of implementation; 
developing a training schedule; 
implementation of project of changes in practice; 
continuous monitoring of the implementation process in order to eliminate any 
kind of discrepancy  
Phase 3 Assessment assessment of implementation in terms of achieving the expected 
benefits; 
strengthening the achievements by further adaptation of changes 
 
It is necessary to remember that each change is associated with social resistance, because it is perceived as a 
potential risk of employee safety. The literature identifies the following sources of resistance: an uncertainty associated 
with the fear of loss a job, employees' doubt about their competence and qualifications, fear of the unknown, fear of 
the unknown areas, fear of reducing the sphere of influence, a limitation of power, sense of loss eg. current position. 
(Fekete, 2011; Stabrya, 2012). Therefore, starting the process of change, organization should take actions to identify 
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sources of resistance and its limitation. Taking above mentioned results of the study (Bruce and Tulgan and Rainmaker 
Thinking company) into account, the immediate supervisor is the most appropriate person to break the resistance of 
employees. For employee, manager will be a source of information about the change. He helps them to understand the 
current situation and cases of the change, he also indicates new values and ways of actions expected by company. 
Manager must has the appropriate support from the company and continuous access to information about the change 
in order to effective manage the change and be credible for employees. 
4. Ways of supporting managers in the management of the involvement of employees in the process of 
changes of the organization 
In this part it was presented how in practice the cross-border company standing against the transformation of the 
organization convinces managers to the process of changes and what tools uses in order to support them in the 
management of the commitment of employees in this period difficult for the organization. 
Today companies must function in high competitive environment, which year to year becomes more and more 
demanding. In order to cope with market requirements they must become enough elastic so that to quickly react to 
changes happening in their surroundings them and answer growing requirements of customers. Trying to meet these 
challenges companies seek solutions, which will let them conduct the transformation of the organization this way so 
that it can be competitive to other entities present on the market or to guide the company into the “future”. 
 Today the management of the change is one of the most important abilities of the organization. The condition 
determining the success of the whole process of conducting the change is having a vision of the future state of the 
organizational structure, of organization systems and employees’ behaviors. Concepts explaining the mean of changes 
focus their attention on people, their adaptabilities to new solutions and their negative and unfriendly reactions against 
changes (Stabrya, 2012). Therefore managers of the company implementing such changes must be aware that so that 
they should be effective and comprehensive they should begin with the change of the corporate strategy so that it 
should correlate with the entire transformation process. It should be emphasized that people are a crucial factor of all 
changes, since without involved employees there are no chances for implementing changes or innovations. According 
to Martin (1996) to achieve the involvement into organization’s issues, employees should understand toward which 
direction their employer heads, what is the meaning of their involvement and work in the company, as well as why 
such decisions were made and other were not. The process of changes of the organization is closely associated with 
processes of the management of the competence of employees, since accommodating oneself to the still changing 
market and surroundings requires employees to permanent widening the knowledge and changing attitudes and 
behaviors (Walczak, 2011). The creation of the involvement of employees should be started with forming their targets 
and aspirations so that they will match expectations of the employer. The key role in the whole process of creating the 
involvement of employees and convincing them to the need of the execution of the whole process of transformation 
play managers, they are those supposed to convince employees that the objective of the organization is also their 
purpose. According to Gregory (1997) the true commitment of the employee will take place only when he will 
understand the social policy of the company and its potential options. 
In the analyzed case managers setting the process of changes of the organization were aware that so the whole 
process is effective at first one should convince managers to changes. It was decided that they will be in the centre of 
the transformation in order to connect them for the most with changes taking place and so that they can adapt as soon 
as possible and respond to possible incompatibilities. The manager, who is involved and convinced to the idea of 
changes, who assumed new values and the way of the management expected by the company, will be more reliable 
during talks with employees. 
During the transformation process the first step was to carry out a survey amongst managers in order to assess their 
expectations towards the organization, to diagnose the way of the management preferred by them and to determine 
their level of the involvement. In order to properly interpret the answers from questionnaire they were compared with 
each other on the base of the benchmarking, with results of similar polls conducted in other companies. 
Conclusions of the questionnaire form showed strong feeling of the membership in the organization and strong 
involvement of managers, what constituted the encouraging contribution to their future forming of the involvement of 
remaining employees. As areas of the improvement were shown: the division of roles and responsibilities, the 
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development of paths of professional career of employees and the involvement of managers in activities aimed at the 
promotion of innovation in their teams. 
All managers received from the highest management written information describing the area of planned changes 
and their purpose and the assurance that all action being aimed at improving their competences by implementing 
development programmes, implementation of the system of promoting and awarding of these managers, which 
demonstrate the biggest involvement in the process of changes, will be made. In the letter a strong support for all 
action of managers taken in the transformation process was also expressed. 
On the base of information collected with the help of the questionnaire form an action plan was prepared, which is 
being aimed at facilitating them to put employees through the process of changes in order to achieve results expected 
by the Management Board and simultaneously trying to meet expectations of the management expressed in the 
questionnaire form. The action plan was divided in three principal areas: development of managerial competences, 
increase of the pressure on the performance management, the development of paths of careers and the human capital. 
Managers were also supplied with standards of behavior, which is required from them at the personnel management 
and building the proper involvement of employees. Targets were clearly defined and an appropriate level of 
communication was provided, creating the adequate space in the intranet, dedicated only and exclusively to the process 
of changes, on which the strategy was being presented, decisions made in this object and information about the level 
on which the company currently is, as well as about next steps to be made, were announced. Additionally, in order to 
ease managers the management of the involvement of employees, a set of e-learning classes for all employees, was 
launched.  
A program being aimed at encouraging employees to greater involvement in creating projects being aimed at 
increasing the innovation of the company was made and authors of the best projects proposed were appropriately 
financially awarded. On account of the great popularity which this initiative gained and notable benefits which it 
brought the organization, it became a permanent element of the process of the knowledge management in the company. 
In order to be sure that managers understand and fully apply the required pattern of behaviors as well as they 
understand the need of changes an individual support in the form of mentoring was provided for them. Corporate 
officers (mentors) shared with managers of the bottom rank (mentee) their experience acquired during the work in the 
organization, in particular with these ones associated with conducting employees through the process of changes. In 
order to streamline the communication on this ground a platform for mentors and mentees was launched. Additionally 
an initiative being aimed at strengthening HR role as support in the process of the management of the change was 
made. It came down to being an adviser to managers at the decision making concerning the development of employees 
and the management of their involvement as well as the support for employee teams in passing through the process of 
changes. 
Managers were obliged to modify their current attempt to the management of their teams and to correct it in case 
of revealing incompatibilities with the manner awaited by the organization. They concentrated particularly on areas 
having a large impact for building employee attitudes up i.e. 
 creating job descriptions for employees in order so they were compatible with their qualifications, possibilities and 
simultaneously provided the execution of the tasks of the team, 
 passing employees information about the evaluation of their work and its meaning for the organization, 
 creating the possibilities of the development compatible with employees’ aspirations, 
 encouraging employees for taking up initiatives in order to maximize the innovation level of the company, 
 involving employees in decision making process. 
The whole process of changes of the organization was being monitored and information about reaching next stages 
were passed to managers and their teams up-to-date. All employees were able to propose their remarks concerning the 
course of the process and to make proposals about its improvement.  
Hal a year from beginning of the project of the transformation an anonymous poll was conducted amongst 
employees, which being aimed at determining their level of the involvement and understanding for the need and the 
scope of conducted changes. Results of the poll showed that over 80% of employees is satisfied with work in the 
company, accept the politics and aspirations of the company and understand the need of changes; almost 70 % 
respondents confirmed that they had been encouraged by their managers to take up new initiatives and taking the active 
participation in the transformation (Celik, 2011). It is an excellent result constitutes taking into consideration world 
tendencies indicated in the Global Trends in Employee Engagement report conducted in 2013 by Aon Hewitt, where 
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the involvement of the mid-level managers and regular employees were described on the level of 65% and 61% (Aon 
Hewitt, 2014). 
5. Conclusion 
Comprehensive approach to the transformation process and understanding by the highest executive that the most 
important determinant of effective implementation of changes, in particular building the involvement of employees in 
this process are managers, was crucial for the success of the entire undertaking. Managers had to understand and accept 
the need of implementing changes and assume the way of functioning awaited by the organization at their 
implementation. Managers, which act in the logical and over thought way have much more chance of a success than 
those, which act chaotically, without no plan (Griffin, Baszczyk, 2005). Passing managers clear instructions let them 
better understand what the employer expects and in what direction they should head in. Current informing of 
employees about targets, actions and expectations, which an organization expects from them let them, what 
conclusions of the questionnaire form showed, better understand the need of changes and their role in the entire 
process. Giving managers tools enabling encouraging employees to increase the innovation by creating new solutions, 
caused the increase in such initiatives and consequently brought notable benefits to the organization. During the entire 
project an appreciable increase of the awareness of managers as for ways of building the commitment of employees 
was noticed. The participation in trainings helped them understand that an involved employee is an effective employee 
as well as how a great role plays the creation of the adequate atmosphere in the team, the creation of possibilities of 
the development for employees and involving them in the process of the decision making. From conducted observation 
results that a frequency of meetings of the managerial staff with employees increased and consequently the 
communication improved in a significant way. Employees having a possibility of a face-to-face conversation with the 
superior were able to explain their doubts or anxieties associated with implemented changes, whereas managers were 
sure that employees received first-hand "information about the course of the process of changes what intensified the 
sense of security. 
As can be seen, giving managers an appropriate information and tolls and clearly specifying requirements as for 
their role in the transformation of the organization, can bring the company real benefits in the figure of more loyal, 
conscious and involved employees, understanding and taking an active part in changes happening in the organization. 
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